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Memorandum for the Chief of the Air Corps

December 16, 1938   Washington, D.C.

Secret

Dear Arnold:1

In addition to the routine justifications that the Chief of Staff must present at any budget hearings, it will be necessary, in connection with this Two-year Program, to provide him with data to meet the numerous questions which are probably going to be asked.  I am listing below requests for some of the data that it seems to me he should have available.  And I am addressing you informally, because I would like to have a trial effort made as to the style in which the data might be presented for his use.  Then, if that is acceptable, we will go about the business of exact calculations.


So, will you please have some one make a hurried stab at this, using rough estimates only, flash figures as we recently have become fond of saying, and send up the result for General Craig and myself to look over prior to any serious calculations.


I would first like answers to the following questions along with a terse explanation in each pertinent case, as a background for his oral explanations or answers during the hearings.  Here is the list:


1. What is the proper proportion of types of combat aircraft of say, in a block of 1,000?  What is this proportion based upon?  What tactical and strategical considerations are involved?


2. If we include combat, training and miscellaneous types in a block of 1,000 airplanes, what is the proportion of each?  Discuss the proportion of training and miscellaneous types required to combat types.


3. Should the percentages of airplanes in reserve be the same for all types?  Discuss the relative needs for reserve of combat types vis-à-vis the need for a reserve of training types.


4. In a block of 1,000 combat airplanes properly balanced as to types, what should be considered a proper rate of obsolescence to maintain this force a modern and effective combat factor?  Consider varying rates for the types involved.


5. Based upon the above rate of obsolescence, what replacement in each type which would be required to maintain the Air Corps under the 10,000 airplane program in a state of modern combat efficiency?


6. What do you consider the minimum number of replacements annually required under the 10,000 plane program from the aircraft industry to maintain that industry on a sound basis, both from the standpoint of development and production, which would permit rapid and healthy expansion in a war emergency?


7. To what extent do the two above requirements coincide:  Would the satisfaction of these requirements result in a surplus of obsolescent aircraft?  If so, how much annually over a period say of five years?


8. Will it be practicable to dispose of these surplus without injury to our aircraft industry?  Please give your opinion of the problem with which Germany will be faced in this regard if she does not become involved in war before her present air force begins to become obsolescent.  How would this situation affect sales of our obsolescent military aircraft?


9. The cost data on 1,000 planes (50% in reserve), in proper proportion of types in accordance with the general proposal for the 10,000; everything to be included (and items indicated), such as plane crew, ground crew, proportionate number of mechanics in the depots, proportionate number of men in training elsewhere; bombs, if a bombing plane; fuel, hangar space where required, etc. etc.  I think the general overhead could be ignored.


10. The same data as above for different types of planes.  For example, take a B-17, give its original cost, the cost of the spare parts, the annual maintenance charge, the plane crew, ground crew, the proportionate number of mechanics in the depots, fuel operating cost in training, etc., etc.  Also, the same data for that plane if kept in reserve.


11. What is involved in the cost of a military airplane (the B-17 for example)?

a. The bare airplane.

b. Airplane spares.

c. Engines.

d. Engine spares.

e. Government furnished equipment—What does it consist of—and where, if any, are the choke points?

f. Armament (including war reserve of ammunition).

g. Radio.


12. What do you estimate the annual replacement cost of aircraft to be provided for under the requirement for a modern air force of 10,000 planes and a healthy industry for the 10,000 airplane program.


13. Cost of training a pilot under our present system and under the proposed system—

a. For pursuit or attack plane purposes.

b. For the heavy bomber purpose, if different.


You probably have these figures to a certain extent but I want all the factors included so as to get a clean-cut unit cost.  I think the wear and tear on pilots should be considered, that is, the percentage of loss to the Service; and of course the original cost for examinations, washouts, etc. etc.


14. In addition to the above, I would like some information on the following points; in connection with the 10,000 airplane program:

a. To what extent do the personnel provided in the program meet the war requirements of the tactical operating units?  Would it be necessary in an emergency to augment this personnel materially?  If so, to what extent, and why?

b. Do you visualize the necessity for dual crews in an emergency?


15. What are our immediate resources in critical personnel, i.e., pilots and mechanics.  What is proposed to meet deficiencies in this regard?  Will the Air Corps have to train more mechanics and pilots than are necessary for replacements in peace in order that we may have an adequate reserve for war?


16. To what extent can the use of civilian mechanics and pilot schools for preliminary training be utilized for continued peacetime training of Air Corps personnel, and to what extent do you estimate the load on Air Corps facilities could be reduced thereby?


17. What scheme would you propose for the operation of seven government factories during the program?  Upon the completion of the program?  Where do you believe they should be located, and why?


18. What do you visualize as the future for the labor which will be built up to meet the requirements for accelerated aircraft production in the period of the program?


Could these factories, if they are provided in accordance with the program, be economically and practically utilized after the program is completed, to produce articles which now represent choke points in the production of military aircraft, with a viewpoint of increasing our ability to produce airplanes rapidly in a war emergency?


19. What do you estimate the labor surplus in the industry will be as a result of accelerated production to meet the program and how are these personnel to be utilized when the program is completed and the production drops off?


20. What is the average cost of concrete runways on a modern field?









G. C. Marshall
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